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- Preface

This s the third in a series of monographs' béing published

by NAPPA. Monograph No. 1 dealt with Training, Cer-
tification, and Accreditation; No. 2 with Paraprofessionals,

The chief purpose behind the publication of thesé. L
monographs is to state NAPPA's position on a variety of im- |
portant topies. 1t is hoped that these monographs will be
useful in informing professional colleagues and the public at
large as to what pupil personnel services are all about and in
what directions program development should.take place.

One topic which has been receiving much attention lately is

that of Acconntability. Dr, Louis Kaplan is responsible for the
original manuscript on this topic and the final product still re-
mains largely his. Dr. Robert W. Stoughton has worked on the
manuscript as well and has made a substantial editorial con-
(ribution to it and tor that reason he is listed as co-editor.,
Many thanks are due to Dr. Kaplan for his part in producing
this monograph and to Dr. Stoughton for his painstaking ef-
forts in the editing process.

Edward Landy »
Monaograph Series Editor ‘
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Introduction

Application to education of the term accountability arose
primarily as an effort by the public, school boards, and
legislators to obtain information on the quality of school
programs and to fix responsiviiity for what the schools are
doing. It is an expression on the part of citizens to make
schools more responsive, more understandable, and more ef-
fective. This added-impetus to already ongoing cftorts by
some educational leaders for a more effective and efficient
system of evaluation,

(% ¢ aspect of this movement is that it was part of a broader
movement for a greater degree of accoumtability in society at
large. The models of cost-benetit analysis, systems analysis,
program and planning budgeting systems, and others which
have proven useful to engineers, economists and business
managers. were advocated tor school systems,

However., the essential fact that there are basic ditferences
in the orientation of schools and business was too often
ignored. Educators have warned that where business and in.
dustry deal with tangible, measurable and relatively short
term goals, the achievement of which can be validated by
specitic products, sales charts and the like, education focuses
on entirely ditferent ends. Schools are concerned with people,
with complex human attributes, such as values and attitudes,
and with personal and spcial goals that can be measured only
over a long period of time. Moreover many peopl@ are in-
volved in the achievement of these goals (teachers, ad-
ministrators, pps workers, and others) so that it is extremely
difticult to attribute success or faiture to an individual or even
a group of individuals.

For these and other reasons, educators regard a business-
oriented concept of accountability with caution and concern.
Pps workers in particular, who devote almost all of their ef-
forts to the humanistic aspects of education, have shown
reluctance toward embracing a performance model of ae-
countability which might force them to limit their goals to
casily. measured,  short  term.  and relatively  narrow
achievements. They believe that pressure exists for only easily
demonstrated results which may  be  obtained  without
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recognition of (1) our limited assessment technology, and (2)
the dangers inherent in supporting only easily measured out-
comes.

Nevertheless, despite their reluctance to embrace a limited
and possibly misleading concept of. accountability, Pps
workers realize that a good system of accountability is in-
trinsically necessary as well as desirable for satistying the
public concern and, of equal importance, for program im-
provement. Elected officials and taxpayers are “expecting
__schools to demonstrate that the results they are producing are
worth the money invested .in them.” Pps Administrators can-
not escape these demands; indeed they do not want to. As
school financing becomes More critical and choices have'to be
made between what 13 essential and what is desirable, pupil
personnel services will have to be weighed on the same scate@s
athletics, reading. and science. Unless pps administratoris can.
<how that the services teing provided are in fact making a
significant contribution to the educational program, there is
no reason to believe that these setvices will be protected when
school enrollments decline and budgets are trimmed.

This then is the challenge to the pps administrator: to make
known the services being provided. 10 show why they are
needed, and to determine their effectiveness. Thus given a
good foundation of human relations, an accountability system
has the potential of improving management, The demands for
accountability can be turned into opportunities. Thinking
through what an organization is trying to do. why it is trying
to do it, and how well it is accomplishing its goals helps 10
clarify the mission and target the desired outcomes. It ofters
the possibility of bringing pupil personnel services into an
integral relationship ~ith other educational programs, as
contrasted with many cituations where these services are now
labelied wauxiliary.” Equally importantly, it requires that the
functions and responsibilities of individuals be clarified, that
the resources and support they require be identified, and that
their accomplishments be evaluated. Such a systematic ap-
proach to the organization of pupil personnel services will
enable the administrator to document the effectiveness of

1n the dast analysis this will remain as alue udgment. For example. s it worth $20.000 10
present o boy of gl trom beeominizd harduned criminal?
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these services and strengthen their position in the school dis-
trict organization. , o

Fhie purpose of this monograph is to provide some guide-
lines for developing an accountability system for pupil per-
sonnel serviees as part of the total educational enterprise. We
begin with a discussion of some of the basic elements of ac-
countability, ‘then describe their application to a school
system or district program of pupil personnel services and to
programs at the school level. This general discussion is
followed with brief illustcations designed to clarify the
procedures previously discussed. These illustrations should
not be interpreted as an organizational model tor pupil per-
sonnel services. Nor are the elements of accountability
discussed here intended to be a blueprint “for an ac-
countability system. Each pps administrator will want to
adapt the principles and procedures described here to his own
circumstances and needs — expanding, condensing, or
moditying them as necessary. b
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I. Elements of an
Accountability System

__Thereis no universal agreement on what constitutes.an.ac- -~

countability system for education. In reviewing various ac-
countability or management systems one commonly en-
~couiqers  concepts such as goals, objectives, programs,
program context, program structure, processes,” outcomes,
.needs assessmient, resources, audit, and many others, These
terms may be used to mean whatever people want them to
mean and often are combined in ways to suit the requirements
of specific situations. |

" Because of this lack of structure, it would be well to have
come common understandings on the meaning of terms and
concepts before we talk about an accountability system for
pupil personnel services. Necessary elements of accountability
ds presented in this monograph are (1) goals, (2) objectives. (3)
program (or process), (4) resources, and (5) evaluation.

{
GOALS

The needs. values., desires, and aspirations of a community
and its school system are encompassed in a statement of
goals, Goals describe the overall purpose of the schools. They
announce what the end products of education should be
without specifying how to achieve them. Obviously so vital a
process cannot be reduced to an ivory-towered exercise where
administrators decide what is good for pupils and the com-
munity. Goals must emerge out of needs and they must be
developed within a living context of people and what they ex-
pect from their schools.

One way of making an assessment of goals is to ask the
people who will be affected what they want their schools to do.
This may be done through face-to-face meetings with citizen
groups, students, teachers. and staff: through discussions
with selected samples of these groups; or through the use of
questionnaires and other written assessment devices.

‘This is ushally a slow and arduous process because the ex-
pectations of the group must be validated against the expecta-
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“tiops of the others, and the interaction among these groups

Gih get Stormy. Conflicts need to be resolved, and ex-
pectations Brought into harmony with resourees,. time con-
straints, and the realities of operating a school system, .

Many administrators will not have the time or resources to
involve people in so extensive an assessment. They need a
shorter route to setting goals, A practical approach is to list
all the activities which are being carried on currently by pupil
personnel services. These activities usually have a history of
haying evolved in response to some need, desire, law or other
force that brought them into being and retained them over the
years, ' '

Once having developed such a list, cach activity should be
evaluated in terms of why it is being performed and whether it
is making any contribution to the welfare of students. (What
need is being met or toward what goal is it directed?)
Decisions must be made about which of these activities are
practical, realistic, finctional, and desirable and should be
retained. The activities retained can then be related to goals,
For example, let us assume an existing activity is that of
establishing a liaison relationship with the police and pro-
bation ofticer to bring about a more informed handling of .
young delinquents or pre-delinquents. The purpose for doing
this, hopetully, to bring about more effective casework which
in turn should result in reduced rates of delinquency and
recidivism which in turn could be regarded as goals.

While the formulating ot goals is vital to an accountability
system, the administrator must exercise caution lest the whole
operation bog down at this point. It is possible to spend end-
less hours defining and refining goals, which is neither wise
nor necessary. People get trustrated if so much time is spent
deciding where they want to go that no time is left to get
starte 1. What is needed is the formulation of enough goal
statet ents to point the way, with the understanding that
othets will emerge as things get going,

OBIJECTIVES

For cach goal there must be a series of objectives or_ac-
complishments to be achieved within a given time under
stated conditions. A goal represents the desired end-product,
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while an objective (an intermediate goal) indicates, an ac-
“-complishment to be achieved to reach this goal. The for-
mulation of objectives is a difficult, but critical part of an ac-
countability program. From these statements of objectives
will emerge the program, the roles of the staff, and the
evaluation procedures to be used.

The number of objectives required to achieve a goal will
vary with different goals and under ditterent circumstances. 1t
too many objectives are written, the process may become un-
manageable. Too few will be insufticient to describe the
mission and functions to be performed or to provide
guidelines for the day-to-day operation of the staft. One alter- -
native is to start with about five major objectives for cach goal
and add to or revise them as a plan of action is implemented.
Another is to select one goal on a priority basis and write all
the objectives for that goal the first year. Objectives for other
goals are then added in the following years. In cither case, the
objectives established must be subject to continuous monitor-
_ing or change as they are validated in the action program.

PROGRAM OR PROCESS

The implementation of objectives requires that certain ac-
tivities or processes be performed within the time limitations.
The goals and objectives will have to be arranged in some
kind of priority and responsibilities for their achievement be
assigned to members of the staft. These activities focussed on
a specific task with an end product (objective) i mind, to be
achioved at a designated time by a designated agent or agen-
cv, constitute the program of an accoudability system.

RESOURCES REQUIRED

It is necessary to indicate what resources will be needed to
implement the activities included in the accountability
system. Unless these conditions_are stated it terms of staft,
finance, time. equipment, and other resources required. ad-
ministrators may make the mistake of promising more than
they can deliver. Or they may not deliver enough with the
resources provided. The illustration used by Alkin'is that a

AMkan. M O Acoountabihity Detined. Fvaluation Coonnrent NMay 1972 V1S
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printing press operator cannot be expected to produce 100
copies a minute on a machine whose maximum output is 50.
Conversely. it might be said. a machine which has a-capacity
for producing 100 copies a minute is used in fficiendy it the
ework requirement is for only S0 copies a mimy;c.
The establishment of objegtives and programs must be
carcfully synchronized with the resources available. A pro-
» gram requiring a staffing of one pps worker to 100 pupils
would not work if the staffing were one to 300. 1t would be
nice to set forth the “ideal”™ set of goals and objectives to be
attained. develop a program. and have the school district
peovide the resources needed to implement it. But things do
not work this way. 1tis unlikely that there will ever be enough
money to provide schools with all the support they need to do
all the things they want to do or need go do. This should not
prevent the school district from presenting a  dusirable
program and staffing with recommendations for their at-
tainment along with a carefully developed calendar for their
eventual implementation with the necessary resources,
Protessional organizations have tried to establish guidelines
for staff resources by recommending that for every 25 pupils
there should be one teacher: 20070r 250 pupils warrant a
counselor: 800 or 1000 pupils a nurse; ete. But these formulac
are largely estimates based on general experience and not ex-
perimental results, Nor do they take into account such
variables as supporting services and facilities. Unless the
ratios are understood and aceepted by the public. they are
buffeted around in the arena of budget manipulation.
Resources have been related to expected outeomes with
criteria such as time necessary to perform certain tasks, One
district made an analysis of the functions which the law
required psychologists to perform, These requirements were
converted into the number of hours it would take a
psychologist to perform them for a given number of pupils.
and then converted into the number of psychologists the
district would require to meet the minimum standards of the
state law. The pps administrator now has a yardstick. It the
schools and community desired scervices beyond the minimum
requirements of the law, staff would have to be added. It
financial constraints required reduction of staff.  then
programs would have to be curtailed or eliminated, which, in

4




turn, would mean that minimum standards as set by state law
would not be met, .

In another approach along this line, the Calitornia School
Murses Organization* conducted a time study of i.ow long it
took a nurse to test a child's vision, or hearing, or provide
counseling, or do any of the other things nurses commonly do
in a school system. These data are provided in a series of
tables. Knowing how much time is required to perform a
given function, a district can match its programs to the statt it
can afford. 1t was determined, for example, that the vision ap-
praisal of pupils would take 682 minates of a nurse's time per
100 pupils; hearing appraisal 769 minutes; dental screening
861 minutes; cardiac appraisal 622 minutes; ctc. This analysis
was carried out for every aspect of a school nurse’s tunction,
down to the time required to attend mectings and to contact
parents on the phone.

It must be remembered that other resources such as
physical facilities, equipment, ete. need to be considered also.

While this may appear to be a mechanistic, efficiency ori-
ented. time-and-motion study approach, having such data
takes on meaning and realism where fesources are limited and
the pps administrator is in the arena with the directors of
athletics, transportation,. maintenance, instruction, or per-
sonne', struggling for funds to carry out necessary activities.
Decisions are then required concerning the work performed,
its relation to stated goals, and the relative value of activities
designed to achieve these goals,.

EVALUATION

Evaluation is the process of appraising the extent to which
plans, programs, and activities accomplish what they are sup-
posed to do. 1t is not an isolated event, or something done at
the end of the year to justify the existence of a statt or
program. Evaluation® must be continuous, ongoing and
designed to help identity and plan for needed change and im-
provement. Evaluation is not limited to measurement,
although it may involve data devived from measurement. It
will also utilize descriptive reports, observations, question-

Calitor g Sehoot Nurses Orgamization. Hhe Sehool Surses Services Prograne. part 11
Fine Stnhy Garden Grove, Calitornia, §4702, ’




naires, external audits, self-appraisal, and other devices to
which the people involved agree. :

Much anxicty has been associated with evaluation because
it has been used as a device to assess the competencey of a per-
son. Perhaps not all of this anxiety can be eliminated, but its
intensity can be reduced by using the evaluation process as a
means of helping people to do a better job, The process of
evaluation can help the person responsible for an activity,
know how well he is doing and how close he is coming to ac-
complishing his nbjectives. It is essential that staff members
be involved in determining what is to be accomplished and
how it will be assessed, not only to reduce anxiety but to-en-
sure a more effective way of cvziluiﬁing and thus a better
program. Under these circumstances, evaluation can be a
meaningful and constructive process rather than a threat.

In a sense evaluation may be considered the heart of the ac
countability program. It is the process by which the statt can
obtain information useful for those to whom they are ac-
countable and also the information necessary tor staft and ad-
ministration to improve their programs,




V
II. The District Level

An accountability system for pupil personnel serviees
should evolve from a district framework of goals, purposes
and expected outcomes for the total educational program.
Within this framework, pupil personnel services establishes
goals, objectives, programs, and evaluative procedures.

This process starts with formulating an umbrella program
at the district level, then proceeding through cach sub-
division of pupil personnel services until a total accountability
system is developed. Objectives at the district level may be
predominantly of the process or program type. Since the
district administrator usually does not work directly with
children. the district accountability system must focus on the
prografus and processcs employed by the staft, This is based
on the assumption that a seemingly effectively operating statt
will produee desired pupil outcomes as their influence reaches
into the school.

If the district is large enough to have departments, each
with a director or coordinator, the accountability system
within these departments may also focus on the staft and what
they are expected to do. Objectives for pupil performance en-
ter the plan more prominently as activities move closer to the
schools,




II1. The Operating Unit Level

At each level below the district, specificity increases and
becomes more outcome oriented as it translates organi-
zational goals into specitic work tasks and performance
criteria for individual employees. Depending on the size of the
school district, the sub-units could be a division of schools,
such as elementary or secondary; an administrative arca, such
as a decentralized arca of a city or county system involving all
levels of education; or a single school.

Just as the district program must evolve from the thinking
of a broad segment of the school staft and the community, so
must the sub-unit program be developed through involvement
of the people who will work in the program and be atfected by
it

The pps statf should play a major role in establishing ac-
countability procedures at the unit Iével but they cannot do
this alone. No one alone can define his own job nor establish
his own evaluative criteria. There is too much danger of '
stacking the deck unless persons affected by the servict as
well as those who provide the service are involved in the plan-
ning. In the establishment of accountability procedures at the
school level, the principal becomes the key figure who must
coordinate the efforts of the entire school staff, including pps
workers. and relate the accountability process in the school to
the total district system. '




IV. I lZustration of an
Accountability System for
Pupil Personnel Services

The outline provided below 1s intended to ofter in skeletal
form an illustration of how the elements of an accountability

system may be utilized by the pupil personnel administrator.
It is merely illustrative, but should give the administrator a
starting point trom which to begin his own development of
a program which will meet the requirements of his schools
and community. The total educational program has as its goal
the optimal development of each child as a healthy individual
who has purpose and self-respect and whose life is rewarding
to himself and society. Within this tramework the outline
below follows, s

THE OVERALL DISTRICT PROGRAM

1. Goals:
a. The special necds of individual children should be identified.
b. Programs should be provided to meet these needs.
¢ I8
do oo
2. Objectives:®
4. To assist the school faculty in identifving the special needs of
individual childreen, To be evaluated by annual attitude surveys of
the school faculty to determine faculty opinion as to adeguacy of
service. ‘

_To assist parents and others in the community 1o understand and
contribate to the eftective treatment of children, To be evaluated
through data on follow-up of services provided children after re-
ferrals have been made by the school staft for physical. social,
mettal, or emotional conditions detected annualbly,

©To provide services tor those children whose needs are notappro-
priately met in the regular instructionat program and for which
pupil personnel ervices are needed. To be evatuated by the num-

“ber of children reterred cach vear to pps statt and the number

14

.

1t shonld be stressed again that these are iistrative onlh espuetally the examples o
Cvaliation, For cvample, how well the tacults succeeds an gdentitving needs ol individual
chkdren could be ascertaned by askiag o Hiats of childien whose speeitic needs had been
whentitied by teachers and what thev oere tor cach chnld.
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provided \\il! sich services as revealed in the annual report of
cach pps worker,

d.

Note: Ohjectives could be stated also in behavioral terms if
so desired. For example, ¢ above could be stated as follows:
Childien with special needs will be helped to overcome their
problems to an observable extetit. Or, (1) each child identified
as requiring pps will be seen by at least one pps worker who
will recommend or provide appropriate services, and (2) at
least 90% of the children referred will show observable im-
provement in coping with their problems.

3. Program Description, ‘

Services are prtwidcd to the schools in the areas of health, social

work. attendance, school counseling, psychological services, speech
and hearing, and special resources tor the handicapped: Statt mem-

; bers are assigned to the schools under the administration of the prin-

cipal. Coordination, supervision, community haison services are pro-
vided by the central office pps staft.

4. Resoutees Provided

a. Staff, The number and kind of specialist will vary according to
the needs and resources of the community. Generally® a ratio of
approximately one full-time pps worker to 100 pupils is a desir-
able over-all rating.

b. Muaterials. (These cannot be stated too specifically and. indeed,
ought not ta be. Rather than specify desks, tables, bookeases,
file cabinets, recorders. reference materials, ete., it would be
better to state an average amount needed tor each worker on an
initial basis and then tor annual support.)

o. In-Service Traming Budget
d. Conperence Budget

L.

See Stoughton, Robert Woetal, Pupil personnel serveces 4 Position Statement. Nahonal
Assoctation OF Pupil Personnel Administrators, 19604,

For cxamples a district of 10,000 pupils mas have S0 school counselors, H narses, Saocial
workers, 10 pavcholognts. 3 attendance otficers, S speech anid hearing therapists, the equiva-
fent of 1 tull tme phyacran, 10 tearning disabitits specialists, one specialist for the blind, &
apecialists towork with defmguents, g directorand an assistant director, This would provide
4 ratio of XS workers per 100 pupils. Refer again also to pp 6 8 coneerning immediate plan-
mng tor the vear and wltimate resonrees regunred. '
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S. Projects and Calendar:

Anticiputed
Project Completion Date  Responsibility
Hold in-service diagnostic work-  April. 19 Coordinator,
shops tor teachers ineach sehool, : Psychological
Services ;
Prepare and administer attitude April, 19 _ . Coordinator,
survey to evaluate workshop Psycholog. Ser-
effectiveness., vices
e Hold pre-school round-up and « May. 19____ Supervisor of
evaluate health status of enter- Nurses
ing pupils.
e Conduct evaluation study of Initiate: Oct. 19__ Coordinator,
program for gifted pupils. Complete: Special pro-
June 19__ grams

o (vte.)

This illustration may be sufficient to describe the process in
a simplified form. Since a district program will have several
goals and probably sub-goals, each of which will have to be
expanded as described, the final plan may be quite a for-
midable document. For this reason, it is well to start out with
just a tew goals, a few objectives, and a few programs, build
an accountability system around these so that people are not
overwhelmed. then. as the bugs are ironed out, expand on it.

A PARTICULAR PUPIL PERSONNEL SERVICE AT THE
DISTRICT LEVEL

Under the umbrella of the general district accountability

plan, each of the departments of pupil personnel services will

need to formulate its accountability system. In this section we

use the health services department to illustrate the process.

Health Services

1. Goals: 3

a. Todevelop a program of school health services that will enhance the
edudability of the individual pupil.

b. To tultill the legal requirements of the state.

d.o e
2. Objectives (Process)”
~a. To assist in providing a continuous healthful school environment by

1n addvion we conld hive process objectives itted in termy of stald behavior, For e
ample, tor 2az * Teachers identidy situations which require a satety emphasis.™

11
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orientmg the faculty o fisst-aid procedures and making them
aware of situations that need more emphasis onsatety. (Evaluated
by the frequencey and severity of acadents cach vear as an indication
of ettectiveness.)

Fo complete 0% ot the vision and hearing sereening progrants by
the end of Mareh cach vear, thEvaluated by the degree to which this
objective is completed.)

F'o provide teachers with resouree materials that can be cmployed in
health education in the classtoom to promote students learning as
outlined by the health curriculum in the school. (Evaluated by ob-
servational judgments on use ot the materials.)

\
Fo assess health records annually and tollow-up recommendations.
(Evaluated by the pereent of the students identified as reeding tur-
ther care who should have songht corrections by June.)

Fo provide a successtul immunization progran. (Evaluated by the
number of students inoculated against communicable disease.)

Lo provide in-service education tor nurses to keep abreast ot chang-
g trends in medicine. (Evaluated by theirability to detect and pre-
vent health problems))

To coordinate health services with other pupil personnelservices for
children with learning ditticulties to help insure the individual
pupit his proper placement in the educational setting. (Evaluated
through selected tollow-up studies of individual pupils with learning
ditticulties.)

Program Description:

Health Services tormulates, coordinates, and evaluates the district
health program and policies. provides consultation to principals.,
teachers, and central oftice statf, interprets the health program to
the community and maintains laison with protessional organiza-
tions concerned with health,

Resourees:

4. At the elementary level, one nuise serves two or three schools, Each
secondary sehool has a tull-time nurse.

b. Each high school nurse has a tull-time seeretary, One is provided tor
cach group of three elementary school nurses.

¢ Audiometers are afocated to cach nurse.

d. First-aid clinic supplies are altocated on the formula of 75¢ per ele-
mientary and $1.00 per high school student.




5. Projects and Calendar:

Project : Completion Date Responsibility
e Administer Tine test to staff, Oct. 15,19 All school nurses
volunteers, and tutors.”
o Read Tine test and refer posi- Oct. 25,19 All school nurses
tives tor chest X-rav. )
e Conduct teaching-counseling 8(»\‘.-];(1'\. 19_.__ High school
cessions on VD with 10th graders NUrses

e lctc) ,

Note: Here the objectives still relate primarily to the pro-
cess and program, what the staff will do to and for people. As
we move from the department level to the school where the
payoff should occur in terms of what happens to students, ob-
jectives become definitely outcome-oriented. This is shown
below, using as an illustration aspects of the speech correction
program, .

A PART!CULAR PUPIL PERSONNEL SERVICE AT THE
SECONDARY LEVEL

Speech Services
1. Goals:

a. To provide a program for identifving receptive and expressive
communicative disorders e, articulation, voice, stuttering, and
language). - o

b. To provide a program for remediating those disorders.

[ ’

Objectives (Performance)

a. By the end of the sehool vear S0%0 of articulation cases will move
up one level ona ten-step fevel of Severity Scale.

b. By the end of the school vear 20% of the clinical cases will move
up one level ona ten-step fevel of Severity Scale.

¢. By the end of the school year 75% of pupils enrolled in speech
improvement classes will move up the Scale of Communicative
Abilities at least one step on a ten point scale.

. . 5005 of all pupils in speech reading will . ..

e. ... 50% in language development.. ..

3. Program Description:

Each high school iy assigned one full-time speech therapist who
werves a total enroliment of about 2500 pupils.

Pupils in grades 9g€ are given individual therapy after screening
and testing to determiii@ the nature of the handicap. They are selected
in order of severity with those in greatest need receiving assistance first.
Lip reading is taught when needed. Special improvement classes are
conducted for those whose problem is relatively minor and who would

t
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profit from instruction in larger groups. Each therapist submits annual
reports to the district and the state deseribing his case load, defects in-
volved. and the suceess achieved.

4. Resourees:
a. Each speech therapist will serve 1000 secondary school pupils
b. A budget of S0¢ per pupil will be established tor materials

Co oo e LN

S, Prmcus .md Calendar: .

Project Completion Date  Responsibility

e Submit to high schoollist of 8th  May, 19____ Elementary and
grade pupils reccving speech middle school
therapy correction
' teachers

o Schedule 9th graders for speech  April, 19 " High school
Correction speech correg-
L tion teachers

e Schedule conterence with school  Sept. 19____ H.S. speech car-
nurse to review pupil health rection
records . teachers

e Letter to parents regarding Oct.. 19____ High school
purpose and organization of speech corree-
speech correction services ‘ tion teachers

e (ctc.)
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V. Summary

The brief illustrations cited above suggest the detail neces-
sary in an accountability system. Each phase of pupil person-
nel services needs to be defined in a continuum trom the dis-
trict level to the operating level where something happens to
children or staft. Care must be taken not to promise more
than can be delivered with the resources available — and it
the community or district expects more, then the pps admin-
istrator must be prepared to state and justity the additional
resourdes needed, '

There arc both a long-term and a short-term aspect of the
development of an accountability system. The long-range
aspect will have to be worked out over a period of years and
encompasses the total educational enterprise. However, a be-
ginning must be made at the school and district levels in
terms of short-range plans while the long-range plans are be-
ing developed. The short-range plans would have to be flexi-
ble, experimental, and ficld tested. As their practicality is
assessed. the useful elements are incorporated into the long-
range plans. The working back and torth must be done in
order to get things moving. But the ultimate goals of the long-~
range program must guide this process.

It should be expected that some people will be threatened
when this process begins. There may be anxiety about subject-
ing one's own performance to evaluation. To minimize these
feelings, administration must provide a supportive, Construc-
tive atmosphere where people feel safe to analyze their per-
formance. and are willing to involve others in this analysis.
‘I here must be a flow of review procedures up and down the
line so that people are not held accountable tor pertormance,
which is restricted by inadequate resourcees or inappropriate
expectations. Within such an environment, the accountability
system can become a positive means of identitying what peo-
ple are expected to do and what resources they need in order
to meet these expectations. This will provide security and con-
fidence for the individual staff member, and enable the school
district to make realistic commitments to the community.
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